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“SEofEY

MEETING
of

PERSONNEL DEVELOPMENT BOARD

15 March 1962

« + +» . The meeting of the Personnel Development Board convened at
3:00 p.m. on Thursday, 15 March 1962, in the D/Pers Conference Room. The

following were present:

Emmett D. Echols, Chairman

25X1A9A
ording Secretary
25X1A9A
MR. ECHOLS: | , your paper on a mid-career training program

1s obviously the major item for discussion here. Would you want to take over and

approach it any way you want to epproach 1t.
25X1A9A

[ ] 1'a 1ike to read a few things that seemed to indicete that
it is lncumbent upon the Director to give consideration to & mld-career course of
some sort.

The first item -- and these are all late items -- General Taylor, who
is Chairman of the President's Special Group for Counter-insurgency, reported to
the‘Special Group, and I must assume to the President; that the CIA does not lend
itself to mid-level training. This was based on his observation of the CIA training
establishment. Therefore, we have no course which fills the need for mid-level
type of training contemplated in ZTNAM-13£7. Let me read -- this 1s what General
Taylor sald, and this is what he has told the President. Let me for the record
indicate too that the National Security Action Group snd the Special Group consist
of General Taylor as Chairman, the Attorney General, the Deputy Under-Secretary for
Political Affalrs, the Deputy Secretary for Defense, the Chairman of the JCS, the
DCI, the Special Assistant to the President for WNetional Security Affairs, end the

Administrator of AID. One of the missions of thls Special Group 1s to ensure
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the adequacy of training in the Department of State, Defense, AID, USIA, and CIA.
The next item that brings attentlon to Government agencies having a

mid-career course was a statement made by Senator Jackson, chalrman of the Senate

Subcommittee on National Policy Machinery. Now this is & quote from "The Federal
See attachment A)

Spotlight"/ 1713 March 1962_7 recounting some of the items Senator Jackson covered:

"Government civilian generalists should have integrated
knowledge and understanding of military matters, modern
wesponry and 1ts capabilities, technological development,
procurement , use of intelligence service, use and limitation
of propaganda and political warfare, internationsl relations
and other knowledge releting to national security mastters,
Benator Jackson said. 'No one is belng trained for such
Jobs in an orgenized way,' he declared. 'In this respect
our clvilian career services have much to learn from the
training and promotion system of the armed forces which is
designed to develop the general staff officer,' Senator
Jackson observed."

Now, concluding my little speech I'd like to polnt out that while
8 tentative mid-career course has been prepared by the Office of Tralning the

preparation of that was based pretty much on pulling some of the material presently

being given the various courses out for re-treading st mid-career level. By

reason of the Counterinsurgency Group's efforts and Senator Jackson's efforts

about mid-career training, this training course of six weeks is somewhat out of

focus -- so the proposal that has gone up will have to be re-done. But first, I A

do think that once agaln we ought to consider requirements. Well, first of all,

I suggest this meeting elther agree or disagree that the DCI should esteblish &

mid-career courge. And following that I think we should consider what the require- '

ments for a mid-career course should be - straight across-the-board. And then

following that, who will attend the course and whait pressures will be brought %o

bear to create attendance.
25X1A9A

| | Would you describe counterinsurgeﬁéy to me? What

does this new term really mean? -, 25X1A9A

i

[:::::::::] No, I won't attempt it,[::] The definition of terms”isnu 25X1

belng worked over by a special committee in the Department of Defense, and they
have not agreed on the term or a definition for counterinsurgency that has been
offlclally accepted by all agencles concerned. 25X1A9A

[ ] Let me interject my objection. I do not think we should

congider a mid-career courge in terms of the reguirements that are being levelled

upon the Agency for counterinsurgency training. I think if this is a mid-career
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course for CIA persomnel that would involve the /I, DD/S’ and DD/P it should be

brosd in its concepts. It should prepare these individuals for wider responsibilities,

whether we have a counterinsurgency situation or whether we have the world in & more
normal situation than it is rigl_lt now. The problem of the Counterinsurgency Sub-
committee of the Special Group is being handled - not well, I grant you - by the
Director and s few others trying to get to the Director with: What are you golng to
do? But we may end up by asking for the development of a course on counterinsurgency
for certain senlor officers who are going to certain areas that remain critical. We
are fighting valiantly to stay away from taking the whole world in a modernization
concept and moving the underdeveloped areas up to our standards, as the State Depart-
ment would like to do it and train people on that basls. We are trylng to target

ourselves into a certain specific critical area. This thing 1s for our 13's and s

to move at a particular time in their service to get the broadening education that is

necessary in order to move from shall we say a tergeted or spotlighted experience

background into the broader supervisory and responsible positions which they take

over, such ag, from our point of view, a Deputy Chief of Station, a Chief of Station,
and things of that nature.

I don't think we should allow this counterinsurgency bit to influence
our thinking, and I use the term: we have to think blg and broad and long, as far as
we are concerned. The counterinpurgency bit is a separate deal. And we buy this
particular concept, particulerly since you have approached it from the point of view
of the core of your instruction which is going to be common to all individuals,
whether DD/I or DD/S or DD/P, with the intent to expand upon or extend the education
of the individusl after that six or seven weeks into those areas which are most useful
to - say 1n my case, the DD/P, you see. And we think this is the way it should be
done. I don't know about the DD/I and DD/S - what thelr epproach to this is, but I

would suggest that they comment. We are perfectly agreed with (1) the need for

education at this time in a man's career, (2) the approach you made on it --

recognizing that this is not Just all one world, that within the Agency there are
certain requirements over and sbove the hard core -- as you have indicated in here,
for example, that & DD/S individual might go to Harvard for six or eight months
after the 6-weeks' core.

T do not know at the pregsent time what additional education we would

give individuals, but it might be on an ad hoc basls, once they had the hard core
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~GEGHE—
and had been selected based upon thelr performance in the last 10 or 15 years -
gelected for this particular period of education. DeB agrees with me at thils
particular time we epproach this in a gimilar fashion as you do attendance at the
National War College, Armed Forces Btaff College, end all the rest of these things.
And while you have more people lnvolved than you do have slots in this particular

school, At's a matter that has to be developed as an honors' course -- the guy who

is selected for this 1s the individual who is probably going to get a pretty good
Job later.
So T would say in summary that we buy this concept. We would like

to bulld upen it. We would recommend at the Career Councll that this particular

coneept be accepted, with the various Deputy Directorates tossing in their idees as

to what should follow after the hard core you have accepted for their particulsr

individuels, and that these individuals should be selected at a time when they are a
13 or a 14, or possibly a 15, based upon the rapidity with which the individual pro-
gresses through his career - for this type of training - in antlcipation of more

responsible assignments. I don't 1ike the CI concept being involved in 1t.

Well, it won't go away.

25X1A9A

No, and we have to do scmething about it, but not here.

T don't think we should push it aside, as you seem to want

to do.

T don't want to push it aside, I just don't want to consider

it in the context with this one.

25X1A9A |:| If we went to consider it & mid-career course T think we have

to pﬁt in it something that satisfies the requirements directed toward us.

25X1A9A |:I Thet is not the point -- whether we have a mid-career course
or not is the point. Part of the mid-career course may Very well be recognition of

a bloe of inmstruction involving counterinsurgency.

25XTA9A [ | All right - I'11 buy that. But let me get this in the right

framework -- General Taylor has told CIA that they must label their courses--

25X1A%A [ %o he hasn't.
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He did it in my presence. He 1s heading up this Committee-~

25X1A9A

This was the mistake made in having them go down there

without having somebody along who was trying to direct his attention in the right

field. We are teaching counterinsurgency in all the various aspects.

But we have no one course, and he says--

25X1A9A 25X 1ABA

He told you that down at[::::::::] but the point is as far

as this NAM is concerned whai he needs 1s a cross-fertilization of the senior officers
dnvolved in the carrylng out of the functions of counterinsurgency in the various‘and
sundry agencies of Government. That is what we are trying to meke the Boss under-
stand ~-- but it's very difficult to get to the Boss. Now we may be faced with -

come next week or the week after next: You will label & course counterinsurgency.

We have a dozen courses we could lebel that, and satisfy this requirement. We don't
want to do that -- we hope we could do i1t in & way that we could say thaet we are
teaching those things related to counterinsurgency and put in blocks of instructions
inviting people in the course to the counterinsurgency problem. But our main need
at the present time is for m course - interdepartmental - which establishes as (1)

the U, 8. Govermment's position in trying to attack this problem; (2) the functions
and regponsibilities of the varlious departments involved; (3) the relationshilp between
the various and sundry Government departments who are invelved, and an understanding
upon the part of the senior officers who are going to represent those agencies over-
seas as to how they work together. That is what we need -- not a course inside of
CIA. That is what we are trying to get mcross -- that is what we are hopeful of --
and they're talking over there right now in a special group -- I don't know whether
it's going to work. And if they come down and say, "You have to give a course in

counterinsurgency" - fine, but it's not this course.

25X1A9A |:| I'11 buy what you sald a few minutes ago -- I don't know Just

how you phrased it -- (1) that we do need a mid-career course; (2) that we must fuse

into this mid-career course some of the elements of counterinsurgency, so-called.

[::::::::::::] I would say this course should never be static, you see.

If counterinsurgency ls one of the problems of the world at thils time then have a

25X1A9A

block of instruction ingtructing thege particular individusls. But this should not

5
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be labelled or be called & counterinsurgency course. This is our mid-career course,

and 1t encompasses a wider spectrum then counteringurgency. It might go into what

the Department is now calling "modernization", in which they have 50 missions through-
out the world they are worried about -- this is the bringing of underdeveloped areas
to & place where they can be developed. The problem we are faced with is a fear
that}:he Department's attempt to develop the institution of modernization studies to
congider 50 missions they forget there are probably six to ten places in the world
where people are shooting each other. That is the problem we have right now. That

is the problem we want to attack.

25X1A9A Of course that is much further advanced than this problem here.

They want to put the modernization studies in effect next

fall, to develop means whereby you determine what steps society should go through to
become a more sophisticated society. It's so broad. It's like taking the world and
space around it. When we have s problem in Vietnam, ILeos, Cambodia, Cubs, certain
places in Latin America -- you have to' attack those right now. Our problem is to try
to gét this partlcular group to focus on thet particular, specific series of areas
where we should do something now. There is no objection to the philoscphical gpproach
to this thing on modernization, but we say let's do first things first.

Well, I'm out of breath.

MR, ECHOLS: I haven't been privy to all of this business on & counter-

insurgency course, but off-hand I think T would strongly endorse your / indicating

| L position myself. T think our immediate problem with which we ar%5X1A9A

involved in Training is much broader then that specific problem.
. « + Off the record . . . .

25X1A9A : T would like to underline one of the points that Bill made
in regard to this core program and that is that I think one of the important things
to do first of all, before we even talk about what some of the problems are or some
of the approaches, is to be sure this has top-management backing. Until we know

+he DCI or the DDCI is heartily in favor of the same thing recommended previously,

T think it's a mistake to launch this sort of thing, because the permissiveness of

training here has been a problem all the way along, and unless we are Very sure

6
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thet there will be some kind of sincere pressure on people to do this, I think it's

going to be a waste of time.

25X1A9A How do you suggest we go about that?

I don't know. I think some kind of report -- after we have

had a further discussion of some of our problems and the underlying management
philosophy that hes to be spelled out specifically, I should think some kind of a

paper forwarded for his approval might be a way to get at this.

25X1A9A | ! Doesn't the Career Council recommend action to the
Director?
25X1A9A |:| And I believe this is to go to the Career Council.

MR. ECHOLS: But I think you may be going to polnts like this: we haven't
decided all the magnitude of this effort but if it 1s to involve let's say 200 people
a year for as long as slx months, this has ceiling raemifications and budget rami-
fications of considerable importance, and the Director is golng to have to subscribe
%o such a program in tgrms of ceiling and overages and what not. 8o just to say:

Are you in favor of a mid-career training program - yes? or no? -- may not be the

adeguate solution.

Back & long time ago the then Deputy Director had 5% in

training- 25X1A9A

I would try to vote against that sort of approach.

I would, too. It doesn't make any sense.

But I think you are perfectly right, Dorothy, we should establish a
dimension to this particuler exercise, which he could recognize and say: All right,
based on the number of people I have on boasrd here, we will have yearly or twice a
year -- whatever it may be -- so many of them involved in "sdvenced training". Then
T think it's possible, practical, feasible, and I go for 1t. But we're asking him
to read into a situastion sbout which he knows very little, and we have been worrying

about it for the past couple of years.

25X1A9A I:l Another thing I am ignorant about but would like to know &

7
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1ittle more about is the references I have seen to the DIA courses or school that
1s going to be set up for intelligence officers, and I'm wondering to what extent
this might possibly be something that would be star—studded enough so that we

wouldn’'t want to be in conflict with that in any way -- ours would be & much more

personaslized plenning program for each indlvidual, or whether we tie into that, or

what our relationship would be here.

25X1A%A We could quite possibly tie into it, but I don't think we

would say they are in competition--

25X1A9A No.

The DIA, as I understand, is attempting to train a core of

intelligence officers within the military.

25X1A9A |:| The DIA school 1s & new one which combines the naval attache

25X1 school| |with the DIA effort to bring to that school I think

some 200 potential attaches for an elght to ten month course which will include some
language, some ares, and some State Department training -- extemsion of Communist
influence, Communist operations -- and then separate the class to a certain extent
and bring them into naval intelligence, air intelligence, military intelligence, and

then let them go abroad to their courses.

25X1A9A Now I have talked t{ [who is the Director of Training

for DIA, snd he has indicated in the event we would want such a thing for training
purposes or for cover purposes, or Just to have a slot or two there every year, we
are perfectly welcome -- and we should be, because we contribute quite a number of

the lecturers. But that is a different thing altogether.

25X1A9A |:| Isn't 1t possible, Bill, we might - after they establish the
DIA school - find it useful to not go for Jjust a couple of slots but to have some of

the individuels in this mid-career bit participating in some of the lectures that

teke place over there in the DIA?

25X1A9A |:| I think we would be welcome there in almost eny proposal we
25X1A9Acu1a make to| | T think es one of the things he would be perfectly willing

for us to go over the course with him. As a metter of fact, he has taken a lot of

our materisal.

8
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Well, with the Career Council are we 1ln & position right

25X1A9A

pow to be specific enough at & Cereer Council to sey that we agree with what you
have recommended and we are going to pass it along to the DCI, and is that proposal
in a situation where the DCI can recognize shape, weight, and other dimensions and
meke a decision? T like the core concept and T like the extension which will be
pert and parcel of each Deputy Directorate's development of its own group of indi~
vidusls thaet are selected for this parficular additional training.

Do you think we should get the usual approvel in principle, Dorothy,
or do you think something more specific?

25X1A9A
|:| T don't know. I don't know what we had in mind today. There

are four or five things that occur to me we ought to glve some thought before we
present it to the Career Council, otherwise what would go to the DCI would be a
1little vague.

One of them I have in mind i1s 1 think the maunner of selection of

these people and the standards by which we are selecting would really require manpower

planning 10 to 15 years in the future, and I think we better do & better Job of
planning and setting standards of what we are trylng to gelect for, and wilth proper
placement after this kind of training, which is going to be very costly, than we are

now dolng.

25X1A9A |:] I'm not sure I agree with the 10 years in edvance, but I'm

sure s couple of years in advance we have to do & similer job as we do right now
with the National War College and other schools of that stature. I believe in the
fall we select the individuals going next August. We mey even have to extend that

to & year or so in advarce. But we do have to establish how many people--

Whet is mid-career.
kan be 13 or 15--

25X1A9A
Yes, particularly since we have & lot of catching up

to do.

mean in the beginning we will have 15's in--

Until we get caught up.

9
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25X1A9A
|:| That is possible. That is why I wanted the wide spread.
I think perheps later on we might say the 13's and 1lh's are the eligible group --
and if a character hasn't made this particular selection by the time he is a 1k,

he is going to remain a 14, and the individual who does meke it at 13 or 14 has

prospects of working into the supergrades and larger responsibllities. But we

certainly aren't ready for it now.

25X1A9A

| | Incidentally, we are very much for this thing Jjust as

ou indicatin4:|7 sald here, but whether that applies to the DD/I --
25x1AGR" £ ’

this was the reason I asked what 1s counterinsurgency -- whether it is an action

program which in a sense leaves us out of the plcture, then I certainly agree it
perhaps should be touched on as one of the four points - understanding of national
policy machinery or impact of international communism.

We like the idea of the core program and the additional individual
time. We have had a meeting of all our Assistant Directors and Mr. Amory on this,
and we talked sbout it at some length, so I'm speeking for the DI)/ I top menagement,
and it was agreed that we would like to have the total number per year around 15

or 20. We think our additionsl training wlll probably be academic, which is a

9-month run, so you add 6 weeks to 9 months, and if you have two groups twice a
year out on this, this begine to be falrly painful -- because we don't expect we
are going to drop all the other types of training that go on. So we would like to
see this once a yesr, with this limited, as you said, to 50 or 60 - somewhere in

there, which would give us 15 or 20. And it was agreed that we would select these

——

people, we would not ask for volunteers at all, as we did for the national colleges.

We will select a DD/I group. I asked if we should do as we so often do in our

areas - we glve a quota to every office and say, "You come up with two" and "You
come up with one" -- and they agreed with me we would not do this, that wye will

have a selection program and designate the guys to go, and they will be selected

from the DD/I as a whole, not from each office.

MR. ECHOLS: You would place the responsibility and suthority for the

select'ii.on of individuals with the Deputy Director, is that right?

25X1A9A That is right.

MR, ECHOLS: And he in turn could do it through his subordinate Career
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Services, in all probability.

25X1A9A
| Well, we would certainly ask for them to designate

individuals -- and double the number, or whatnot, of the quote -- and then we have
two DD/ I-wide boards or groups who I would visualize would meke the final selection
and take them to Mr. Amory and say, "These are the 15 guys we want to send." And
there might be a couple of offices that d.idn't meke it -- we wouldn't try necessarily

to have some from each office there.

MR. ECHOLS: How would you determine the total magnitude of the Agency

program annually?
25X1A9A

It would seem to me Training should meke an estimate

of what they could handle. If you are going to heve seminar discussions you would

want small groups -- we don't want a room with 200 people you cen only talk at.

MR. ECHOLS: At the same time, we don't want Training to say, "Okay, we
will set up & course to handle two groups of 100 & year" - and then have ten show

up from each Deputy Directorate.

25X1A9A
| | We think one course a year with 15 or 20 out of us,

et the most -- because, as I say, we visualize losing these people for a year.

25X1A9A
I:l Can you handle that now, as you see it now, without addi-

tional development slots?
25X1A9A

| | There is no such thing as a development slot -- we

don't use development slots. They count ageinst your T/0 -- what good do they do

you? They aren't over and above your active T/0. A development slot counts agalnst
you. What does a development slot prove? It's a man out of your work force. So
this is my polnt - we don't think we can handle more than 15 or 20 a year. And

this again would be a burden on the offices they have never faced up to before.

If we add to this a lot of academic training, which we now feel -- having been in
business for 10 or 12 years and having & group of analysts who have been on the Jjob
for 10 or 12 years, we now have to get into e sabbatical type program. We have

done a lot of talking sbout this -- and here is something we could hitch that thinking

to - right onto this core. And this would have a bearing, perhaps, on the time of

11
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year you gave the course. If our people could come out of this say toward the
beglnning of an academic year then they would have this and go on -- or even the

other way around -- I don't know that that matters.

25X1A9A What do you think ebout numbers, B1ll?

I'm inclined to go slong with Von. I'm just wondering

about whether we should think in terms of two classes a year, or whether or not we
should look at the over-all program which an individual may be involved in -- six
or seven weeks plus another four or five months -- in which you're going to have
these 15 or 20 individuals occupied for a year's period. If you try to do this

twice a year 1t can definitely be a burden.

Yes, it becomes a burden. It's pretty heavy.
25X1A9A inclined to go along wilth the once a year business.

If we had these development slots we could use and

not count, that would be different.

. Off the record o s s o »

25X1A9A I:I I think in some instances in the DD/S there would be

places we would have to do an actual filling of a slot while the person is gone.

Would this be a matter of a transfer back to the same slot?

25X1A9A
I would hope he was not going back into the same slot.
MR. ECHOLS: Many would be between assignments.
25X1A9A We simply could not really gusrantee they would come

back to different jobs.

I suggest now we have opne class & year of 60.

25X1A9A

Remember, we have a Uth Directorate now, and he would

want a piece of this, I guess.

12
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25X1A9A
|:| We would have five with the Director's Office. So one

class per year of 60.

25X1A9A

| I would vlsualize for some part of this taking the

gang out of town -- like State Department takes its group to Front Royal, and our

people going steadily to this course think that is a great gimmick - it's very

effective.

25X1A9A |:| Yes, I think for some of the scientific and technical

business visits would fit well into this course.

25X1A9A |:| One of the problems I recognize Training will have, and I

would have no doubt they can circumvent in some way, is that in the early runs of
the course for the first couple of years you will inevitably have some material
repetition to some of the people in it, particularly if you're going to the 15
level, and this may mean in order to set the tone that you want right at the outset
for this thing a doubling up of smsll groups from time to time -- which I think

Training was ready to teke on, 1f necessary, as a device.

25X1A9A | I would think as you develop the four major points

of this six week core here that you wouldn't have to expand it a great deal more -
the proposed schedule, etc. - to get approval from the -Career Council and from the
Director. I don't think elther the Councll or the Director want to see a daily
schedule sort of thing. Our AD's were quite impressed by the four slice_s that you
took here -- granted they are all-encompaessing, each one -- but not an awful lot

beyond that I should think would be needed to glve you the authority to develop the

course.
25X1A9A |:| I do think you are right ,:’ but I would go along with 25X1
25X1A%A | that he should establish for the sake of the Deputy Directors who

are going to be there at the Career Council what this does mesn as far as the

number of people--

25X1A9A | | oOnh yes, all this business of numbers. I'm talking

about the curriculum now, as to whether we thought the Director ought to have a
lot more detall to give his blessing to this course. It wouldn't seem he would

need much more than you have here, and you probably have more in your mind than thig--

13
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25X1A9A I:l Yes, I have all of the details here.

25X1A9A MR, ECHOLS: | L you have in the DD/P a very cyclical

rotation between Headquarters and overseas activities -- people go out in late
spring or early su.mmer,' and they return sbout the same time, go on home leave, and
return to duty in let's say late summer. Is there a requirement here that this

be staggered to meet your cycles somehow? Is the fall of the year the essential

time?
25X1A9A I:' There is no guerantee all the individuals who would be
gelected for thils are necessarily individusls coming back from overseas -- they

may be individuals who ere golng out next year. But for the sske of the point you
are making, 1t is a valld one -- I think the fall of the year would be the ideal
time for us to try to begin this thing. A rotation 1s usually completed by the

end of September, and people are back from home leave.

25X1A9A | | But we don't meet an academic yesr if you start.a

6-week course in September.
s

25X1A9A | It won't meet the academic year if ydu are going to then

continue for nine months.

25X1A9A | Il: To fit with university experience.

MR. ECHOLS: I think this is & very serilous matter here, because if these
people come back from overseas and silt around for 20 monthsv the first thin’ you
know they have been injected into a job and you can't pry them loose. And then
if you try to get them before going on a new assignment, agein they are getting
ready for a new assignment, etc., and it's hard to pry them loose. It's almost
before s man enters into a new assignment that you have to work In somethlng like

this.

25X1A9A I:I And summer is not the right time to propose this either.

It almost would have to be the last of the spring session--

ink we have to write the summer off for so many reasons.

25X1A9A

You wouldn't get your lecturers.

1
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25X1A9A I:I Teke the ordinery family - the kids are in school the

rest of the year and summer i1s the only time they cen go away. We have a rotation
problem in the DD/P and DD/S. The instructors would heve the same problem the
students would have in the matter of leave and vacations, etc. S0 the months of

June, July, and August look like they should be written off.

25X1A9A [ 1 vnat would heppen if you started some of this training in
March, April and May, or April and May, and then had a lapse for the summer, in

order to take advantage of the academic year for the DD/I , particularly?

25X1A9A [ ] 1 think that would be all right for the DD/I, but then the
DD/P people who are going and coming would be out of cycle. It's difficult to

balance.

ey are two separate and distinct problems.

25X1A9A
Will you heve an annual rhythm of golng and coming?

beems to heppen that way. That i1s not written down

anywhere, but it seems to work that way.

25X1A9A I:I They want to stay overseas until their girls and boys are

out of school, and then when they get back here they want to get settled in time

for school. This 1s a famlly problem.

MR. ECHOLS: Let me ask a question, and carry this one step forward.

Assuming we come back with a revised program -- and I’ might wan1:2

do that in line with what we have been discussing, and perhaps will want to bulld

in something of that counterinsurgency, etc.

§§1A9A

[ ] Mo, not in this. Von's thought here was that this wouRPXTA9A

do =-- on page 6 - "Proposed Schedule".

25X1A9A

| |: Put & little more meat in it, perhaps, than you've

got here.

Weeks III and IV and V and VI.

I would suggest you don't do any more than that, really,

15
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for the simple reason that the more you glve people on the top side the more they
have an opportunity to nit-pick -- and if they turn around and say, "All right,
we spprove the idea" - they can nit-pick after the thing is prepared -- and
after all, the second course won't be the same a.s the first, and we will do this

by study, research, experience, etc.

MR. ECHOLS: I wasn't referring to specific amendments 1n that sense,
put I was going to suggest you augment the paper with a paragraph or so about the
ceiling and budgetary implications of the numbers. And I was going to ask the
further question: how would you recommend that the Agency implement a program like
this? The thing I'm dreadfully sfraid of is thet somebody ill-advisedly is going
to get out and get on a lecture podium end start shouting sbout the wonders of our
mid-career development program and glve the wrong impression to thousands of
employees that just because they are a GS-12 or 13 or Just because they are age Lo
they are automatically going to be picked up and pushed off to a mid-career
training program. The worst thing we could possibly do in this Agency is to
over-sell this thing. Any acclaim that arises to this program should be based
upon the experience of people and the results attalned, rather than what publicity

we put out.

25X1A9A I think we have had an experience in that fileld, Emmett --

well, 1t's worked out all right - almost everyone knows that we have so many
slots - three in the National War College, and that people are selected for those
slots. Well, I imagine on the personnel rotation data sheets that come through
every year perhaps the wish is expressed by 25 or 30 that they be selected for
the Netional War College. So with the numbers' limlitation and the clear explan-
ation that this is a selection process and you're appointed to take this course
would meke everybody understand what is involved in their belng selected or not

selected.

MR. ECHOLS: What I'm coming to is if we're goilng to publish -- and it
mey be desirable to do so -- if we are going to publish a Regulation which will
set forth a simple statement of Agency policy on mid-career development, T hope
it is a minimsl Regulation that defines our policy cbjectives, I hope it indicates
that this will be to select & small number, limited by budgetary and other

16
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considerations, and I would hope that 1t would then perhsps place the responsi-

bility for certain actions, and that is 1%t.

I:I That wouldn't fill a page.
25X1A9A

: I agree - I don't think it requlres great fanfare -

25X1A9A

Just enough so the people who are managing it and who are meking the selections

fully understand what it is all about.

MR. ECHOLS: I was about to suggest perhaps we should develop, as an

implementing mechenism to go along with the proposal, en implementing Regulation

of this very sinple type.

[ ] T think that would be good. 25X1A9A

MR. ECHOIS: dJust to carry it one step closer to getting approval or

action on this thing.
25X1A9A
I:l Actually, the goal as stated in the Treining memo here

originally had to do with -- I've forgotten what it said now -- the employee who

reaches mid-career and has potential ability to become & senior officer. Now

thoge are the same terms we are thinking of in this, rather than talking speci-

fically of executive capebilities, 1s this right?
25X1A9A

|:| Thet is slicing it & bit thin. I would say senior officers

have executive responsibilities.

Tt's pretty hard to draw a line between those--

25X1A9A

s going to make some difference as o whether we are

talking sbout this as executive development training for "generallst" offlcers or
whether this is going to take in the high-level specialists also, and I think that

should be defined before we get into the course contents.

25X1A9A I think we should -- we might send a crackerjack

analyst who was golng to be the gregtest man on Russian agriculture, just to give
him the experience of a sabbatical broadening, but he might never be an AD or a

Deputy AD -~ but I think he would be a candidate for this sort of thing.

17
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MR. ECHOIS: I would think so. Ien't the specific proposal made in

paragra'ph 3 -- the people we would propose to put into this program are those who

have demonstrated potentiaml for future growth and development. It doesn't say

anything sbout senior positions. This is the one criterion - potential for growth
and development -- and I think that is the proper bagis. I don't think we should
compress this into too marrow & group at all. Thise is not an executlve develop-

ment program as such, necessarily.

25X1A9A | | One course would produce all the AD and Deputy AD

jobs in the DD/I area.

25
X1A9A |:| We are thinking -- st least T am -- of this as something

5X1ABA
for the selection of an upcoming Chief of Station in a large statlon like

25X1ABA| | or something like that, that you can select two or three years

in advance the individuals or individual who quite possibly will move into thet

thing -- he eould very well go to this with the recognition of the fact that his
selection to stbend this "honors' course” was tantemount to a recognition that he
has 1t made -- of course, he can alweys stumble, but he is on his way. I look at
this as a means whereby, to use the mllitary approach, at & certain stage in your
history you are either selected and you know you are going to go up and get a star
or you better retire in the next couple of years because you're Just going to stay
where you are. We don't have in this particular organizetion a 20-year retire-
ment, as they do in the wilitary, but this is part of it, and this will be part of
it. Along about the time when you are selected for additional education it's
indicative of the fact that you are one of those that has the potential, as the
Office of Training has said here, for greater growth. And the word will get around
préetty fast that you're going to be a 13 or a 14 for the next 14 years if you want
to remain, that there are people who have to do those jobs, and they msy not want
to retire you but you're not going to go very much further. I think this is part

and parcel of the business we have to develop.

25X1A9%A
I:l Could I meke a pitch here for something thet has come to

me through my experience and through comments that have been made to me by officers
at this level, that if there is any way we can work into it -- especially if it's

going to be this kind of & core -- something begides the case study and the lecture

18
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and the discussion group -- and I don't know what it would be -- whiech would in

some way involve them in some kind of Agency problem so that they felt that they

had some kind of participation in something that really wes s current problem and

might meke some contribution to it -- I think thls could be a terrific dividend
for the course, i1f we could work out some way in which top mansgement could show
they had that much faith in this group of highly selected officers to warrant the

attention of some of the things that they might work on.

MR. ECHOLS: Doesn't the program contemplate using case studies? Why

not meke them actual studies as well as theoretical studies.

25X1A9A |:| One thing the Forelgn Service Institute has included in their
‘ senior seminar is a group of problems which have been prepared by the various
Under-Secretaries' offices, and the problems have & resemblance to current situations.
And much the seme arrengement is mede at the National War College where the Joint
Chiefs of Staff meke up the problems and the student 1s required to write a 10,000
word thesis on the problem given to him by the JCS. Something like that I suppose

could be worked in, but we haven't been doing that here.

25X1A9A Not in six weeks, though.

Well, the thesis is the problem at the National War College

and you have to do that in the first [ aix weeks_7.

25X1A9A | | And at the same time attending full-time courses?

25X1A9A |:| Yes. Of course, the full-time course at the National War
College is two hours of lectures plus an hour seminar in the morning, and then
the afternoon is for problem discussion and the thesls -- the afternoon is free
for seminers and problem discussion and research and study. This course doesn't
provide for it -- it's only six weeks. T think it's & good idea, and I think it

should be developed.

I do, too.
25X1A9A

A common problem for 60 people would be out. We would have

to do it on & team basis, I think, end have four or five problems.

19
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25X1A9A

25X1A9A

|:| I would hope somehow we get the Deputy Directors active in
this -- that this is thelr team of fellows for thils given year, and that they

might come on down and work with each of thelr teams and really talk over some of

the things that are of concern.

They certainly should appear at this course at some

point, there 1s no guestion about that. I think we could dig up & little Training
Committee or an editorial group, or something, of people out of ONE or OCI, or

something of that kind, who would help you [ indicatinng'] for eacl?P5X1A9A

course perhaps develop some things that are hot at the moment.
25X1A9A
MR. ECHOLS: Would you want,l | an implementing Regulation

to place the responsibility upon the Deputy Directors to participate in the develop-

ment of thie course?

|:| Oh no, I wouldn't want a Regulation on it.
25X1A9A

I | I don't think it ought to be in & Regulation, Emmett,

25X1A%9A

but I would hope when you do get down to the nuts and bolts here thet we could

25X1A9A
heve a hand with you [ indicating :F

25X1A9A |:| The remson I don't want a Regulation is, for one thing,

that Dick Helms would not sit down with a treining curriculum committee to iron
out some of the things that he feels should be in it -- and why should he? He has
a competent guy there that does it all the time. And Bob Amory couldn't do it -

or wouldn't do it. 7You don't regulate the Deputies into anything like this.

25X1A9A |:| Don't you already have 1t in the general statement the

Deputy Directors will provide either guidance--

MR. ECHOLS: I wasn't suggesting this as & means of compelling them to
do it but in order that the scope of the program would be better understood by

the reader of the Regulstion.

25X1A9A :l If they will Just approve 1t, we wlll have no difficulty

getting it across. By merely approving it they are backing it fully.

MR. ECHOLS: Well, now, what kind of a packege do we think we should

20
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present to the Career Council and how soon do we think we can do that?

25X1A9A |:| The recommendation as made by the Office of Training 1s

the substance of the remarks made, with the stipulation it should be once a year

and it should be 60--

25X1A9A And where it should be held. This is important, too.

Yes. And the budgetary and personnel aspects that you

speak of. I'm not sure what you mean by budgetary, except if you do take these

lads for a trip it's 60 times X-number of dollars.

25X1A9A |:| Once the course ig spproved we would have to figure that

out and put it in our budget.

25X1A9A |:| When you say 60 -- is there any other problem you're going

to envisage if 15 or 20 are coming out of each Deputy Directorate? I think we Just
have to 1ive with this situation -- we have 15 or 20 individuals short of our

expected number.

MR. ECHOLS: I think you would establish an optimum gize program, and

vour capability to handle this number -- apd you're going to fill 1t up each year,

you're not going to waste it.

25X1A9A [ ] And filling it up is part and parcel of the approach we
spoke of, and that is this is & super-duper, ultra-type of assignment, and you mey
ask for it but that doesn't mean you will get it -- Just like the Natlonal War

College -- but people will be selected for this particular educetion.

25X1A9A :l I suspect that what will be needed, though, will be the

cost of this package - what it 1s really costing the Agency per year to put on
this program. And I further suspect there will be some subtractions in other areas.
Some of the people who will be selected will be those who might have gone elsewhere

or done other things. So I don't know how this will be balanced out.

MR, ECHOIS: I think we will juet have, as a guesstimate, that the
average grade of the participants will be so much for 60 people. This is a factual

cost on a recurrent program, certainly.

21
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[ ] wnat are some of your ideas ss to where it would be good

to hold this kind of training?

25X1A9A

25X1A9A

:l Well, I think it would be better for the people concerned

25X1A6Ato hold it at[ | but I don't know how the Deputy Directorates feel about
that.

25X1A9A | | You mean the full six weeks?

sxinn [ ]

MR, ECHOIS: Any objection to that? We send people to Harvard for

three months and other schools for longer than that.

25X1A9A | | Yes, and I don't think -- if & guy is picked for this

thing this should not be a hardship.

25X1A9A I:l Would that be any problem as far as the speakers you
would want to get? That wouldn't be a problem, would 1t?

25X1A9A |:| Yes, because they tie themselves up for one full day for

an hour lecture and an hour seminar.

25X1A9A

| | And T would hope this wouldn't be only our family

that would be the speakers -- I do wish you would get outside of the Government,

if you can, into the academic world. This would make 1t tougher - to get people

25X1A6At|:| You could split it.

Thet is being done nov.

25X1A9A It's being done on a selective basis.

But es an example, 1t can be done.

Except if you broaden this thing too wide, or if you

widen this thing, you will find a tremendous munmber of individuals from other

fields who for this particular purpose -- and we have to judge whether or not 1t's

worthwhile -- { |

Now this is & security factor -- minor or major, depending upon the individua]sx1A6A

involyed.
22
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It's something we should consider for the Career Council.

25X1A9A I wonder whether:lsuggestion that it might be split-- 25X1
And have all the outside speakers here.

And give the individuels, say, the problem to work on

down there where you have them under control.

25X1A9A I:I Have gll the outside speakers in this auditorium here at

Langley.

MR. ECHOLS: That would really put it to use.

5
25X1A9A [ ] 1 1ike the 1des of splitting it, really -- if it is agreed --

take three here and three down there.

25X1A9A | | Or two here and four there. It seems to me you want

to take a package down there.

And T think we should conclude 1t down there.

25X1A9A

Yes.

But could we leave that open as to how many weeks here and

how many down there -- I think that would be better, because we have to work that

out.
25X1A6A

25X1A9A |:| Partly at Headquarters and partly at | |
25X1A [__]-- how many at each place is & matter of scheduling.
25X1A9A :l I think the timing of this is going to be one of the major

problems -- to meke 1t come out right for everybody. Maybe I'm over-estimating

that.
25X1A9A You are entirely correct, the timing is golng to be difficult

H

the first time around. Now teke for example if you schedule this thing for April
and May or May and June, the first time we are going to have one devil of a time
if we gelect an individual who 1s about to come home from overseas. Next year or

the next time around if somebody is over there we will know far enough in advence

23
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so they can very well make arrangements to be here on the lst of April, even 1if
mame and the children have to stay behind--
25X1A9A

I:lThat first year of selection is going to be difficult.

25X1A9A

| | How quickly cen this course become operational? Are

we really thinking we could put it on this spring?

Sl —

25X1A9A

| | I aidn't think so.

25X1A9A
I:I Really, the outside speskers we hope to bring to thie course

are pretty well booked up in advance. If we want to get the right people we would

have to have 90 to 100 dasys anyhow, just to get them.

MR, ECHOLS: Now I'm lost & bit -- I thought we were talking about the

fall a few mlnutes ago.

25X1A9A [ ] 1 suggested the £all and Von sald the spring would be

better for him. We never did resolve this. I don't know what the answer is. I
say whenever you have it as far as we are concerned the problem will be getting
the people here at the proper time. The fall would be easier the first year, as far

as we are concerned, but after that we could--

25X1A9A Suppose we do this in the recommendation -- we suggest that

the first course be run in 1962, and we will try to come up with a date agreeable

to the three Directorates, and selection of personnel who are availsble--

25X1A9%A | | That means you have only got the fall -- that means

it will be in the fall.

25X1A9A I:l That is right -- early fall or leste fall.

MR, ECHOLS: Why not say the fall of 1962.

25X1A9A | And under certain cilrcumstances we could start about the

middle of August -- that would be much better.

25X1A9A |:| With the idea that after this pilot one you might start

2k
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the second one, on an annual basis, in the spring?

25X1A9A

Yes.

25X1A9A

Let's have a good first course, even 1f we dou't

get the thing off the ground in a hurry. I'd rather take six months to do it and

do it well.

MR. ECHOLS: Let me ask you a question: is it advisable at this time
to actually attempt to publish any Regulation on the subject? Why not be absolutely
silent about it%

25X1A9A
I:l Have an announcement rather than s Regulation, and let the

first course dictate what the Regulation--

25X1A9A | | As far as I am concerned the only announcement you

need is in the OTR Bulletin, and it's up to us - in a sense we will set the tenor

by the way we go about selecting.

MR. ECHOLS: Later on for public relations purposes we might want to say
something to show we have such a thing.
Well, to conclude this subject, then, if we are at that point,

— 25X1A9A
would it be correct that you L indicating:F would want to meke a few

minor revisions in this basic proposal, and then perhaps put it in the form of a

transmittal memo--

25X1A9A I:l A brief for the Career Council summarizing this discussion.

MR. ECHOLS: And some rough cost estimates, ete., and timing, could be

discussed in the transmittal memo.

25X1A9A :l These are the considerations that entered into the

discusslon, and then we have recommendations from this Board to the Career Council.

MR. ECHOLS: And T think it will go through like that, myself.

25X1A9A [ ] 1 tnink so.

2EX1A9A | | That will be the easiest part of the job.

a5
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|:| As far as timing is concerned, I think we could prepare

such a brief very shortly after the transcript is made.

25X1A9A

MR. ECHOLS: A second little item on the agenda, which I would like to

wind up, we think events have overtaken discussion--

25X1A9A |:| It recognized the problem but didn't establish any solution.

And our friend[ __ here in previous convergations in the Personnel Developme@BXTA9A
Board -- and[_____ | I think was sitting in -- and he recognized this as a25X1A9A
problem and I recognized this as a problem, but we put it to one side in en effort

and sttempt to get the JOT's schedule approved -- which we dld. And then the

statement made by Helms that he recognlzed that consideration would be given and

efforts would be made -- I have forgotten exactly the terminology -- we haven't any
program, any pattern, and I don't think at the moment this has been vehemently

attacked. I would suggest that inasmuch as this is an addition to what was on

the originsl sgenda, I think that I should go back and check this out with DeB and

the Personnel Office to see Just exactly whet sort of an effect this will have --

the handling of other officers in the same grade spectrum as we are handling

Jubilor officer training.

MR. ECHOLS: I would think 1t would be a very simple process -- that is,
when your Panels are meeting to rank your officers by grade for promotion purposes
that you would merely try to identify those that you believe are comparable in

terms of quelifications, potentiasl, and so on, with your JOT's.

25X1A9A |:| Let's put it this way: there has been a misuse of certain

grades - 9 to 10, for exerple, and in some cases 10 to 11 - by the Panels in the
past few years which was based upon a desire to reward the lessie, shall we say,

who has been with us for 15 years, and she is & very good reports officer, but the
reports officer slot she has, which is a 9/10, is actually an 11, end so she is
promoted -- and this confuses the whole personnel organizational pattern for pro-
motion purposes. She is not actually comparable to the JOT or the individual who

is moving through this system. This 1s the thing I'd like to devote some attention

t0, because Dan has to put out some Instructions to the Panels &s to how we handle
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Approved For Release 2002m-RDPBD-01826R000300070003-3



Approvedger Release 2002/08/28 ; C!ﬁ-ﬁD&i@OWGR000300070003-3

a situation such as this in the future in order to have this done in a reasonable,

logical fashion.

MR, ECHOLS: I don't quite see your problem -- because when I'm ranking
individuals T don't have much trouble differentiating between a womasn or & man,
or, for that matter, s chimpanzee, who is receiving promotion consideration be-
cause he has done a fine Job for 15 years and hasr}[;eal potential - I have no

trouble differentiating between that person and a bright young mele or female who

is comparsble in every respect to my JOT's.

25X1A9%A |:| Which one would you promote?

MR. ECHOLS: I'm golng to promote my JOT's and their--

25X1A9%A |:| No instruction has gone to the Panel that you use this
as the criterla., They have in the past used this particular mechanism, shall we

say, to reward long years of very good effort.

MR. ECHOIS: ©No, an instruction to Panels would have to be issued, and

somebody would have to generally monitor the Boards in this respect.

25X1A9A : I say these things have hsppened in the past. I don't

argue they are wrong, but in the situation of having a group of individusls that
are recognizable, describeble JOT's who are supposed to move through at a certain
rate, it's only falr that others who are in a similar grade be given consideration
for movement through the different grade levels at the same rate. They may not
make it but we want to meke sure this is done in an equal, equitable, logical
fashion. The exsmple that I gave confuses the igsue, because out of the number
of promotion slots some of them have been teken up by the cases that I have

described, and JOT's have not been promoted.

25X1A9A This is the problem - how many spaces you have to

use against your population. I think we are in pretty good shape and have been
for some time in this particular area. I think your ['indica_ting:|]25x1A9A

problem is much worse.

|:| We have a larger number of JOT's coming aboard than most
25X1A9A

27
Approved For Release ZOOZMDIW



Approv‘ed FogRelease 2002/08/28 : *Iﬁ- ?ﬁSE-"ﬂ18W000300070003-3

people, and while we are using this particular input as our major source of
young officers it will take careful&monitoring to make sure this doesn't become

a problem. Certainly this is part of the problem.

l:l Let me recap for a second my understanding of the 25X1A9A
situation. When the JOT proposel first came up there was some objectlon because
this appeared to be singling out for preferential treatment this particular group
when there were other people who ought to get the same kind of consideration.
All right, this says, in effect, if you have in fact others who are to be looked
et that are about as good, give them the same consideration insofar as you are

able to do s0.

25X1A9A
| The way this thing is worded it is wide open. It

couldn't be more loosely stated to allow anybody to interpret it with the intensity

they feel.

25X1A9A :l This was very nearly the wording of the Personnel Develop-

ment Bosrd.

25X1A%A

[ | So Twas . . . ipsudible . . . and also the

gtatistical situation is such that I don't think it would cause us great pain.

25X1A9A ] You wouldn't have & problem, no.

MR. ECHOIS: It seems to me this is merely a matter of intent, insofar

as it is feasible to carry 1t out.

25X1A9A | | That is exactly what it is.

25X1A9A [ ] The records of the previous discussion, both in the Council
and in the Personnel Development Board, indicate pretty clearly it was a statement

of intent that was wanted.

MR. ECHOLS: But it would be important, it seems to me, that your Panels
down in the DD/P particularly, or your Boards elsewhere, be advised of the deslred

intent and instructed to carry 1t out insofar as possible.

25X1A9A |:| I'm not arguing the intent or desirability here. I Just
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don't want to go aiong wlth & report to the Career Council that this is being done
until I check back and make sure we are in a position to do it. And my recollection
1s that in looking &t the personnel progression schedule, or whatever it was, that
wes used as a take-off poilnt for C8 personnel analysis, that was prepared in 1960,

I believe, we had in terms of JOT's 90 a year moving through this - a career over

20 or 25 years, so there was no problem of belng able to handle the JOT's because
the specified rate of promotion in that particular schedule was virtually the same
88 we recommended -- but there was also a large asterisk indicating there were
others. Now I would like to go on back and make sure these others are sble to go

through it, too, on a 10 or 15 year basis.

MR, ECHOIS: And you will give us a report the next time around?
25X1A9A

l Yes, your paragraph 3 here is g little ghead of things.

What I did wes approve the principles that you put down there -- we are doing it,
but no instructions heve gone out, and I was certainly waiting for the Council to

say okey before we actually go ahead.

MR. ECHOLS: Any other business? / No response. ]

+ « « « The meeting adjourned at 4:20 p.m. . . . .

29 L3 LA )
A 3
Approved For Release ZOOZImDPSO-M826R000300070003-3



